The case follows Paul Carrozza and his journey in building a once highly successful running shoe store in Austin, TX. The case presents newspaper accounts and other publicly available information regarding Carrozza and the store he built and ultimately had to close, RunTex. Specifically, the case offers both undergraduate and graduate students the opportunity to evaluate the repercussions of a business that fails to engage in strategic planning. As a result, this case provides the ideal backdrop for instructors to convey the significance and obligation for future sport managers to understand the importance of strategic management. The case is primarily intended for use in Strategic Management, Organizational Behavior, and/or Sport Marketing courses wishing to highlight CSR strategies.
RUNTEX 5
The emphasis in value chain analysis is on value, or "the amount buyers are willing to pay for what the firm provides them" (Porter, 1987, p. 38) . Students can use the facts of the case to think through the value (or lack thereof) created through marketing and sales and service, as well as human resource management and infrastructure.
For example, a firm infrastructure includes those activities that make up overhead (e.g., general management, planning, accounting), and the case includes several examples of poorly managed infrastructure. Specifically, RunTex's failed expansion efforts (as evidenced by store closures) and its financial management problems (as evidenced by its failure to pay suppliers, the county, and other creditors) suggest that infrastructure issues contributed to RunTex's closure. On the other hand, RunTex's expert sales and service contributed to its success. While the case does not explicitly provide all of the information required for a complete value chain analysis, students should be encouraged to think through the value chain and identify specific activities that could have contributed to a sustained competitive advantage for RunTex. The value chain analysis could be an activity for students who have taken a supply chain management course, while instructors of students without this background would likely find the case useful for introducing the concept of value chain analysis.
A complementary approach to internal analysis is grounded in the resource-based view of the firm. Firm resources include everything that is controlled by the firm that improves its efficiency and effectiveness (e.g., assets, capabilities, organizational processes, information, knowledge) (Barney, 1991) . A firm's resources must be valuable, rare, inimitable, and organized (VRIO) in order to create a sustained competitive advantage. A resource is valuable if it increases revenues or decreases costs; a resource is rare if it is an unique skill or asset that cannot be simultaneously possessed by many rival firms; a resource RUNTEX 6 is inimitable if it cannot be copied by rivals; and a resource is organized if it is structured in a way to execute and protect its source of advantage (Barney, 1991) .
In the case of RunTex, its owner Carrozza was one resource that met the VRIO criterion. (Instructors are encouraged to show the 7-minute video bio of Carrozza referenced at the end of the CSR section, when discussing this point.) An argument can also be made that the geographic locations of RunTex's most successful stores were also VRIO.
Unfortunately for RunTex, many of the firm's other resources were not VRIO, which allowed Luke's Locker (with superior infrastructure activities and competitive marketing, sales and services in the value chain) to erode RunTex's competitive advantage.
For instructors that wish to have students focus more on the competitive advantage and internal analysis in case, Barney (1991) , Barney and Clifford (2010) and Woolf (2008) would be prerequisite readings to consider assigning students. Barney (1991) in particular provides a very thorough and strong overview of sustained competitive advantages, while Woolf (2008) offers specific insight on differentiation in the health and fitness field.
Meanwhile Barney and Clifford (2010) is an engaging text on business strategy that instructors also could assign prior to the case. Instructors would likely find that all three of these suggested supplemental readings would add greater depth to student responses and class discussion regarding the case. Byers and Slack (2001) identify key challenges to decision-making in leisure-oriented small businesses, and their work demonstrates for students specific strategic management concepts that are particular to this segment of the sport industry. An April 2014 report from 
Strategic planning in small businesses

Students should identify the following parallels between the RunTex case and the
Byers and Slack article: lack of distinction between personal and professional objectives and time constraints.
2. Based on the facts presented in the case, do you believe that the success and sustainability of RunTex was affected by these specific constraints? Explain why.
Answers will vary, but instructors should highlight the lack of strategy, planning, and
focus that is demonstrated in the case. Table 2 ).
Strategic corporate social responsibility
Corporate Social Responsibility (CSR) activities that are strategic in nature have the potential to benefit both the organization engaged in the activities and also the issue, cause, or organization that is the beneficiary of the CSR initiatives. There has been a great deal written about the CSR activities of professional sport organizations; however, this case provides the opportunity to consider the benefits of CSR to a different type of business in the sport industry. In particular, this case allows students to consider whether being a good corporate citizen is necessary and/or sufficient for a firm like RunTex to establish competitive advantage. RunTex viewed its community-oriented activities as philanthropy, with little to no effort made to leverage these activities to drive sales. This represents a missed opportunity for RunTex. Additionally, Carrozza's commitment to various community RUNTEX 12 activities diverted the time and attention of RunTex employees from their primary responsibilities.
For instructors that wish to use the case to highlight CSR as strategy in sport settings, Heinze and colleagues (2014) and Pegoraro and colleagues (2009) work should be considered as potential supplemental readings. The use of CSR with Detroit Lions (Heinze, Soderstrom, & Zdroik, 2014) and the national women's triathlon series (Pegoraro, O'Reilly, & Levallet, 2009 ) are highlighted in the readings. In addition, instructors wanting to have students consider the link between sponsorship and CSR should consider assigning Plewa and Quester (2011) as ancillary reading for students. Meanwhile, Porter and Kramer (2006) also would be a supplemental reading for instructors to consider, as it highlights the connection between competitive advantages and CSR. Having students read all four of the supplementary readings prior to the activity will yield more creative, detailed, and thorough analyses.
Alternatively, an instructor may want to assign the Heinze and colleagues (2014) and Porter and Kramer (2006) articles to half the class and assign each of the other two readings to half the class (Pegoraro, O'Reilly, & Levallet, 2009; Plewar & Quester, 2011) . Doing so will likely lead to greater student engagement with the case and discussion questions.
In addition to the case, it is suggested that the following video bio of Carrozza may also be shown to contextualize his impact on the Austin community:
http://vimeo.com/17550783. The video was made to commemorate Carrozza receiving an Austin leadership award. The seven-minute video highlights Carrozza's career, his wellrespected character, and his impact on the city of Austin. and action steps required to achieve those goals.
Video updates
Instructors may select to show any of the following videos that document the demise of 
Case Study
Paul Carrozza has always had a passion for running, and he believed that it was his duty to share his passion by making sure that individuals had access to the best running shoes and equipment, along with access to expert advice. Early in his career, Carrozza realized that top-of-the-line running shoes were not easy to find. After arriving at Abilene Christian University and building relationships with various shoe vendors, Carrozza began selling shoes and gear from vendors to local athletes, quite literally out of his car trunk (Shields, 2008) . In 1988, three years after earning NCAA Division II All-American status as a middle distance runner and graduating from college (ACU, 2012), Carrozza purchased a storefront in an effort to bring high-end running gear to Austin, TX (Grattan, 2012) . See Appendix A for a timeline of events.
Carrozza's business philosophy can be summed up by the following excerpt from an article in Texas Monthly magazine: Classes, massages, clinics…it's not that Carrozza isn't interested in selling shoes, although he has admitted, 'To me, retail is a necessary evil of our business.' Like everything else he does, his approach to selling shoes is straightforward and practical, with an eye on long-term business instead of short-term sales. Carrozza aims to increase the national average-one new pair of shoes bought every two years-not with fancy sales gimmicks, but as part of his simple philosophy of trying to get folks to run more, period: 'If you're only going to buy a shoe every two years, it better be the right one. Productwise, it's really important to us to get people in the right shoes.' (Cook, 1998) During the first year of operation in Austin, Carrozza did $260,000 in business. A year later sales climbed to $620,000. Encouraged by sales more than doubling, Carrozza RUNTEX 18 opened two new stores in 1990. However, the new locations did not experience the same success and were soon closed (Cook, 1998) .
Sales rapidly increased at the original location due mostly to RunTex's communitybased approach; they developed relationships with local nonprofit groups and created their own events. The employees came primarily from the running community, and the sales staff was considered especially knowledgeable. If you entered a RunTex store to buy a pair of shoes, it was common for a sales associate to watch as you ran around the building and diagnose your specific shoe needs based on his or her observations. The initial goal of the company was to get people running and focused on fitness, a goal, which according to Carrozza, never changed (Deciutiis, 2013) .
Consistent with his passion for bringing running to the masses, Carrozza founded
RunTex University and RunTex Events. RunTex University started in 1995 and was geared toward teaching beginners to run and allowing those who were already runners to hone their skills. These free RunTex classes met every Monday through Thursday evening at the store.
The store also offered sports massages from the Body Therapy Center, which occupied a room upstairs at RunTex store. Additionally, they provided a free injury-evaluation clinic every Friday, staffed by an orthopedic surgeon and a physical therapist (Cook, 1998) .
RunTex Events quickly took off as well. While Carrozza served as the race director for the first Motorola Marathon in Austin in 1992, RunTex Events provided the technical support.
The success of that event led other organizations to recruit RunTex Events to assist them as they put on title events of their own. RunTex Events provided event services at reduced rates or for free for the numerous road races hosted by nonprofits. However, the registration and packet pick-up for these events were held at RunTex stores, which required race participants to physically come to the store. Once in the store, event participants could purchase any items needed for the event (e.g., Gu energy gel, BodyGlide) or other items to support their running.
RUNTEX 19
As a result of the emphasis on running instruction, race organization, and shoe retailing, RunTex experienced tremendous growth in sales -from $2 million in 1995 to $3.5 million in 1997 (Cook, 1998 ).
According to Carrozza, "[RunTex] had a formula based on running opportunities that piqued people's interests. The more events we held, the more people came into the store" (Shields, 2008) . These events not only drew people to the Austin-based store, but the timing of events and location of the store were also keys to its early success. RunTex's two most successful stores were located at opposite ends of the Town Lake Hike and Bike Trail, a popular 10-mile scenic trail located in the heart of Austin (See Appendix B). It is estimated that annually over 1 million visit the trail. While this estimation includes some visitors, the primarily users of the trail are locals (National Trails Training Partnership, 2009). These key store locations allowed RunTex to serve as a social hub for the Austin running community.
In addition, RunTex was able to capitalize on growing interest in running. According to Carrozza, RunTex "hit the market at the right time, with the right energy.
[It] built hundreds, if not thousands, of events in Austin. There's this proliferation of events that we started engaging the Austin nonprofit community, building the running community, engaging the corporate community for sponsorships, and it has been really a great thing. Austin's become one of the fittest cities in the nation" (Deciutiis, 2013) .
Participation trends support the notion that RunTex did indeed hit the market at the right time when it opened its doors in 1988. According to a Running USA report there were 5.2 million road race finishers in 1991 in U.S. Those trends skyrocketed to a record 13.9 million in 2011, a 170% increase in runners participating in running events (See Table 1 ).
The number of female runners has also steadily increased and in 2010, the number of female finishers surpassed the number of male. As the number of runners increased, so did the sales of running shoes (see Table 2 ). Along with the favorable running trends, Austin was a perfect RUNTEX 20 location for a store like RunTex to flourish. According to Forbes' list of Top 10 Fittest Cities in the U.S., 78.4% of Austinites reported exercising regularly, which is in large part due to the high number of parks and pools per capita. The city is frequently touted as a "fit city," which many credit to the well-maintained parks and greenbelts and the efforts of Carrozza and RunTex. In an article in the academic journal Environment and Planning, Herrick (2008 Herrick ( , p. 2727 noted that the main reason for Austin receiving such a "fit city"
accolade when compared to other Texas cities is that Austin has a lot of green space where people can be active and a running culture that Paul Carrozza has helped create. Herrick further highlighted that the reasons that Austin is a fit city can be traced directly to the dynamism and visibility of certain city stakeholders, among which Paul Carrozza tops the list. Herrick then explicitly noted that Carrozza is a powerful force behind the city's drive to place Austin firmly at the head of the annual Men's Fitness 'fit city' league. At its high point, RunTex Events produced over 120 events per year and raised over $5 million annually for local charities. RunTex also leveraged its resources and relationships to benefit charities. For example, Carrozza was an active supporter of Move Through Cancer, a nonprofit organization through which cancer survivors and their families would train to complete either a 5K or 10K run. Carrozza believed that in order for a running program to be RUNTEX 21 successful, participants had to be in the right shoes, get the right training, and work toward a specific goal. Thus, he used his relationships with suppliers to provide running shoes to participants, he contributed his employee's man hours to conduct shoe fittings, and he provided the meeting space for the group. Carrozza's dedication to the community, however, was not limited to local charities. RunTex provided water coolers along the popular Town Lake Hike and Bike Trail free of charge, a daily service that was appreciated by the thousands of locals who regularly used the trail. Additionally, in 2012, after the city of Austin announced that it would no longer host the annual Trail of Lights, a popular display of Christmas lights and vignettes in Zilker Park, RunTex agreed to be the sponsor of the event.
The conditions of the sponsorship required RunTex to raise nearly half a million dollars.
Further, Carrozza's entrepreneurial spirit was contagious. Several RunTex employees who were responsible for functions that contributed to RunTex's unique position were encouraged by Carrozza to spin off their roles into separate business entities. Specifically, the employees who managed the chip-timing operations for races, race logistics and set up, and training programs all established their own small businesses to service local and regional running communities. The chip-timing and logistics companies were not in direct competition with RunTex; rather, upon the establishment of these spin-offs, Carroza entered into contractual relationships with his former employees so that they would provide services to RunTex and RunTex Events as separate business entities.
RunTex had provided these employees with the opportunity to gain knowledge and build the relationships necessary to launch their own successful enterprises, and the departure of these employees meant that key resources and capabilities were transferred outside of the company. As a result, these valuable, unique, and rare resources that were previously owned by RunTex were now available to other companies who were in direct competition with RunTex.
RUNTEX 22
The training business that was spun off into a separate company was a direct competitor. The two employees behind the training business acknowledged that they learned a lot from Carrozza which led to their success. Carrozza's response was consistent with his view of the mission of RunTex: "Austin is the best running community on the planet, and I am glad that locals and friends are growing their services to the running community," he said.
"It will help us continue to be the fittest city in the nation" (Zaragoza, 2008) .
The company's community-based and socially responsible approach helped establish RunTex as the epicenter of Austin's running community. Many assumed due to the wellestablished recognition, RunTex was a thriving business.
The Failed Business: What happened?
In the spring 2013 after operating 25 years, a lender alleged it was owed $625,000 and filed a lawsuit against RunTex. Additionally, RunTex was evicted from its flagship store, located near the Hike and Bike Trail, for failing to pay rent and $150,000 in judgments were issued. Subsequent news reports indicated RunTex owed $17,000 in past-due property taxes, while some vendors were also still awaiting payments. to go from one store to five stores" (Rice, 2013) . He further explained, "So we did the big expansion . . . I just took on a lot, and that's really what created the stress because I didn't get the appropriate capital to do so" (Cook, 1998) .
In addition, by that time the Austin running shoe market had competitors, as new running stores began to enter into the market. As one local stated, RunTex just got out-marketed by the new kid in town, Luke's Locker, which proved a more agile and slicker company that spoke the language of the running community better and served their needs in a more compelling way. It's sad, because RunTex has done so much for runners in Austin for so long. I hope they can regain their footing (Luther, 2013) .
Local runners quickly began to recognize that Luke's Locker storefront was better stocked (greater variety of shoes), offered better quality products, and had a better presence in the city, while RunTex was thought of as store that was not staying current with industry trends or offering what their customers needed. Technology also played a key role as sales via online retailers almost doubled between 2008 and 2013 (see Table 2 ). These online retailers were able offer lower prices on shoes by significantly reducing overhead costs.
As of July 2014, all RunTex stores were closed. The location of the flagship store became new apartments, and a pawn shop sits on the site of another former RunTex location.
Still, Carrozza's passion is undiminished. He is currently planning a comeback and wants to use technology to help fitness coaches optimize training. RunTex evicted from flagship location for failing to pay rent Source: National Sporting Goods Association
